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ABSTRACT 

The innovative actions that faculty, and institutions 
or. behalf of faculty, have taken to adjust to retrenchment and the 
chanuinc academic profession are considered. It is suggested that 
■ faculty have three kinds o'f employment options to present conditions 
such as the scarcity of tenure-track positions and the failure of 
salaries to keep pace with rising prices. The options are remaining 
on campus, engaging in, supplemental work on and off the campus, or 
leaving academe. Programs to \retrain faculty in low and declining 
enrollment areas to teach in delated disciplines or subdisciplines 
with growing or high enrollment are increasingly common. Some faculty 
are shifting to college admini^ration , research, or support 
services. Overload teaching and consultation are sources oi faculty 
supplemental income and may. result in retraining and aaditional job 
contacts. Sabbatical leaves may be another option for faculty that 
permits employment for professional development or retraining or 
simply allows the individual time for career reassessment- One 
institutional response is/ a program at Hagerstown Junior College that 
enables faculty in occupa^tional programs- to take leaves to work in 
industry. Faculty who feel that leaving the academic ccmmunity is 
their best option have several choices, including retiring early, 
changing careers without retraining, and retraining with campus 
support. Some institutions now offer campus counseling or career 
exploration specifically to aid faculty who are changing careers.* The 
University City Science Cen.^er in Philadelphia is an example of 
support to academicians who'.wish to start businesses. Low-cost 
administrative support is provided for a variety of inaustries that 
are housed at the center. A resource (within the American Association 
'for Kiaher Education) for additional information on programs to 
■^individual faculty and institutions is described and a biiDliography 
is included. (SH) 
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It nns Iv>c0fnp npp.irpnt m tho List low ynars Ihnt retrorjchmGnt- 
nuns rodirotion-in force. r>tpndy-stntf: nlnnninQ. nnd roallociition-- 
will bn a vv.r/ of life m ncKJomo for tho fori^oonblo fi;tijro Al- 
thomi^. thif, if. httlP dis^utod. tho ron-onn qivon vary: doclining en- 
rolln^or,!. r.HUirrd St. Ho. and now fodoral. funding, inflation iind 
risinq cost?, tho collnctivo barqnininq movomont; and finativ a 
fpcont I'^qrslativo (lovtMopmont. tho raising of tho mandatory 
rotrrortv^nr ;u:o to /O. t>ffort,vo for colloqo and ijnivori;ilv fac(jlly in 
niid-VVV run r.ttuntion ir. caijr.o for conoom in hiqhnr oduralion 
Ronronso t^v faculty and institutions has boon mitod in Kind and 
intOPr..tv Collortivo liarqaininq has qain^^d favor amonq faculty, . 
Vonurorointod IHiqaf-on har, increasod. Facully workload analysis 
and rndistr.bijt.on havo hoqi.-n in oamost. And faculty arc rooxam 
ininq ihnr c.iroors ani: caioor options 
. It «s Ifio last of thr.r,o ro.spoQsos that. is the focus of this 
arliclo-tho mnov/jtivo actions that f.icultv. and institutions on ■ 
bohalf of fa.ujity. have takon to adjust to tho changinq acadomc' 
profossNin. What is presented is simply an outline of some faculty 
options -ind .1 samplor of institutional programs dosigm^d to 
accommodato faculty noods, Tho possibilities for action are great, 
arid th*i proqrarns 'jndortakon have much potential 



]980& it t97a77 trends in salaries— and tho income needed to 
keep people above the poverty lovoi-contmuo. In 2000. Abbott 
proiocts. full profnssors will have saiarmr, comparable to those of 
prosont assistant professors, when considered in relation to tho 
poverty throshhoM. OveraM. faculty are losing ground, and Abholt 
fonis that in thf» future entry into tho academic profession may be 
tMGOd on access to supplomontal income. 

In ui^nrrnl. then, faculty havn throo kinds of employment op- 
tions. remaining on campus somehow, engaging in supplemental 
on- or off-campus work, or leaving academe. 



Staying on campus 



Where facully are now 



Tho^o ha-; b^en concern that because of the rapid mcrease m 
faculf, ".r,ng during the W>Os and 1970s and the current -Jow 
!urnrA'or ,n acadormc job-. the average age of faculty would use 
At iMas; i;vo studios have disputed this claim. Palton. Koll. and 
iio!aanV77), fncu-sing uu l.iMMuiions and firms with programs to 
"ncourago early retirement or midcareer change, did not find the 
oxpoctod -bulge- at the upper end of the age curve; instead, the 
d-stribution -as relatively normal, with greater concentration ,n 
younger age groups. Palmer (1981) found that faculty age distribu- 
^tion has not changed much since 1969. 

Howpvor. when other factors are examined, the picture is less 
rosy. A recent survey ("Tenure Practicos: Four-Yoar Institutions ' 
-^in^^n. ind'catod that nearly two-thirds of U.S. faculty are tenured. 
OJOf tho rnmamdor. all but ten percent or hss are in a tenure track. 
O This ;mphPs that faculty a^o tenurofi in and not rolirir^g; pbs are 
r\J not turning ov.-r. S,jme in-.tituttons now am offering only non- 
Q lonurorrack por^.'ions, which terminate after two or three years 
Lij (F.im.ss 10S1). Tho Camer;ie Council projects a chronic d^pros- 
sion .n the ararJemic labor market in the neyt quartorc«nlurv 

Or. the purely economic side, faculty salaries since ^9AS nave 
no', kr.pt pace wtlh nninq prices, or with other pro'ossional sala- 
rios V^^hon arjjustod to constant dollars, a net decrease occurred 
in 19r>7.Ga (Hansrm 1979). Abbott 0980) suggest? that lower- 
ronP.ng faculty will ontor fho ranks of the working poor in th.-* 
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An early response to retrenchment threats was redistdbution of 
faculty effort within an institution on the basis of workload analy- 
sis. Maximizing faculty productivity has become a standard ap- 
proach lo retrenchment, especially in small, developing colleges, 
according lo Brown (1979). Henard (1979), found that workload 
Mta Influence appropnattons to higher education Institutions in 
more than half the states, since faculty salaries are a major por- 
tion of institutional costs. 

Increasingly common are programs-to retrain faculty In lov;. 
and declining-enrollment areas to teach In related dlsclpHnp^s or 
subdiscipiines with growing or high enrollment (Neff and Wygufst 
1979). Neff (1978) reviowed four such programs in state systems: * 
the State University System of Florida, the Stale University of 
New York, the University of Wisconsin System, atp tho state uni- 
versify and 14 stale colleges in Pennsylvania. Aii'of the programs 
provide salaries dunnp the nefraininp period ^'us tuition or tuition 
wa.vors. and some cover other expenses si;ch as books and 
travel. The retraining is taken, variously. If, state or out, and a" 
priv.:;tf or public Institutions, not alway:j within the faculty mem- 
bor's own institution or system. 

Neff concluded that: (1) retraining does ^ork; (2) resistance oc- 
curs at first; (3) institutional corr.nitment is essontial to program 
success: (4) financial exigency a strong motivation; (5) the pro- 
gram must approach acade^ilc fields, and not individuals; (6) the 
program should not be u^'id to do away with or even to Improve 
poor teachers: (7) progr?h-ns work best in a multi-institutional 
framework; and (8) retraining can be viewed as contradictor^' to 
affirmative action efforts, because existing staff balances are 
retained. A later s/udy of the SUNY program revealed that more 
than half its par^.fcipants had partially or fully shifted disciplines, 
the remainder goinp to more familiar subdiscipiines; most of tne 
participants worn associate professors with doctorates (Neff and 
Nyquist 1979). 

It may be that in an effort to stay on campus, some faculty 
are consciously moving into other areas of the institution such 
as arndomin administration, research, or support services. How- 
over, hard data on these moves are not readily available. 

Supplemental or temporary employment 

In the past faculty often have applied their skills in supplemental 
or temporary work, both on- and off-campus. However, now they 
are looking for this type of employment not only as a way to 
broaden themselves intellectually, but increasingly, for supple- 
mental income, retrainin^j. and making .additional job contact'.;. 
This supplemental employment has taken a number of forms, 
but the most common seem to be consulting, ovedoad teaching, 
and employment sabbaticals. Other forms of moonlighting, 
though possibly common, are not well documented. 

Consulling is a time-honored way for faculty members to use 
their skjMs. maintain professional contacts and awareness, and 



hryiicr, rnisofl hy proliff-Mi^on of connultinq by fncultv A number 
of nufh.of5^ ?rivp .i(idrf?:;rnd the t^thical qiiostions (Dillon 1979. 
Linnoll 1iv;8. M.-1^^;^, 1079. M.irsh. Dillon, nnd LinnotI 1979: Pnttnn 

Shulmon iWi P-ittnn hPl-ovos !ho cpntrni roncorn is 
vvhnthor or not f-icuKv aro «:hirK»ng tholr imivprsity rpf^ponRtbililles 
whilo tUov con-.iilt for fi>ns Linnoll chnmctonzos thor.? nctivliies 
mor^y^U.^nrJw js fjoilout of ncui'^mic frp':dom for finnnclnl 
r,;»in • ip nrtj prnpo<;n^ thnt if fncultv w.mt to conr.ult. thoy do 
so tvtthr.ut ro:rjunnrniinn P.itton respnncJr, thnt compnrjpons of 
1l>Vi .ind 10/5 data sh.>w no lor>s on (•.;ur)pnr> productivity nmong 
fncutty who consult for pny than .irnnnq tho'-.n atu) do not 

Thr fin.inrinl i'^-.uo in conriiMtng ,i»:tivity is n 5^i^n?ilivo one 
Althouoh M.'in<;on (197?) or,tim.itPr> that tho nvorngo inoomo fac- 
ility mombors oam boyond their bar>ic academic year (^-m^onlh) 
contrnct is probably not subr.tantlal. consulting and overload 
teaching provid*? the two l.irger.t sources of supplemental income 
(Marsh 1979). Golomb arquer. further. ;r, u hypothetical case, that 
ovon a highly scriipiilouf>"f.iciilty member consulting for going 
rates (n a much-in-demand fseld could double an IVmonth unj- 
varsity salarv in l-ns or hPf s^nft^ time and allotted consulting 
time (197B) Thoroforn he nptes. consulting conceivably enables 
a umvorsity.to attract ae(j rotaln leader?; in t'heir professional 
fieldr» nn !r»rrnr, both cp<n accept 

On the other ha^^d. Dillon proponeiv the incroase in consulting 
dijnnn the Inst ly.o decades, and Ihp prer.umed use of institu- 
tional rosourc/- .; accompanying it. may actually discourage public 
financial f^t^ oorl .'or hiqhor education (1979). CiHey (1977) and 
Marrh. D.'lijn. and Linnnjj (1979) disrur,s the need to define 
n-»ore thoroughly inr^titutional restriction? and allowanres for 
faculty conr:ultin(j (traditionally one day per week is allowed, but 
the onr,tmoiorr> of a day or a week ot faculty time usunlly are not 
r.pficift.-'d) Clark r>ugger.t3 that faculty groups or profe:;«;ional 
p .sociationq go 7,0 far as to donate a portion of the members* 
suppi'-^mentai mrome to a fund for professional or institutional 
dev'dpm.^nt (197?^) 

OvL"ioarl innrhing. nr. nott»d earlier, is a substantfal source of 
far.ultv '^(ipp'emnnial income Summer tnarhinq in one's own 
in.:^tttution ha'- ionq bo^.^n available to some faculty; more recent 
d'^voiopmont'; are additionaf tnaching a.ssignments within the 
sanne in-:.t:tu(ion. oftnn in confmuinq education programs, and 
paft tim** 'nachinq job*^ nn other campuses, often community 
coJIn.-o*; Fref'dman found that althciuqh income is the most 
common mnnntive for .siich overload teaching, compensation is 
oftnn prorortionately much le.ss than the reaular teaching scale 
(1979). 

Aoain. both ethical and economic issues are raised Llnnell 
boiiov'-*-; thai overload is a "fallacious concept, inconsistent with 
the ba-yic idea of the university" and proposes that '^utside fac- 
ulty income from a!l ^ourcer. 'ev Tt to tho-membc's college or 
university il97B) Howevor. most faculty collective bargaining 
aqroomonts require supplemental compensation for services 
beyond a •nurmt^l teaching load." which generally is defined very 
ciearfv (Go^res 1977). Furthermore, many agreements now contain 
guarantees of summer employment, sometimes d^'spite cancella- 
tion of ciassns for low enrollment. It is dear that the id^al of the 
university and the reality of retrenchment in this case have not 
yet beerT reconciled. 

Sabbatical loaves, another valued tradition in higher educa- 
tion, al'-.o havn hnen subjf^ct (o change to suit new faculty needs 
Custnmarily. ^,(irh loaves have li'^en a year or lo".*; in 'enqth. tak 
on at rediinr»(j salary, and rjevoted to scholarly research on or off 
campus. Several new and proposed programs extend that purpose 
by permitting <^mployment for profesolonnl development orretrain- 




vf Mfruwinq younger scholars to enter acadome. 

An example of leave taken for professional development 
through employment is the -Return to Industry" program at 
Hagerstown Junior College in Maryland. Funded by the Appa- 
lachian Regional Commission, the program Is designed to encour- 
age career faculty who are teaching .n occupational program's to 
return to an industrial setting foi a rhort time to "validate theory, 
study current practice, or apply problem-solving techniques." In 
two cases, faculty memtiers went to different industries during 
peparate loaves, to develop nev; rKdls iPnrsons 1979a). Althouqh 
the program is intended to strengthen faculty skills, it also pro- 
vMos an oppoduniiv for teachers to Jonm new skills marketable In 
either higher fjducation or industry 

Loyola University of Chicago has instMuted a program (do- 
scribed in more d'^tail Inter) that provides not only the opportunity, 
but also the contacts and some of the planning, for faculty 
Wishing |o take :eavo to work in industry. 

Radnor and i<uh. in addressing 'he larger Issue of preserving 
the flow of teachors and scholars in higher education, propose a 
Junior Scholars pr:)gram to providn research employment for new 
Ph.D. recipients until teaching jobs are available (1978). In this 
context they also suggest a system of government-funded leaves 
for established faculty. They stipulate that the loaves be granted 
in addition to those the institution ordinarily would offer and that 
the institution be reguired to hire new junior faculty for temporary 
replacement. 

It appears, then, that sabbaticals and extended leaves can 
provide opportunities for responding to retrenchment threats with- 
out leaving academe completely. These lo'aves also can bo 
viewnd, as they are by Small (1979). as ways of loosening institu- 
tional ties to ease the transition to a now career. 

Leaving academe 

Faculty who feel that moving out of the academic community Is 
their best option have several choices, including retiring early, 
changing careers without retraining, and retraining with campus • 
support. Some institutions' n iw, offer campus counseling or 
career exploration specifically to aid faculty who are changing 
careers. 

Farly retirement is a traditional option, and one Increasingly 
encouraged by institutions, Novotny (1981) reviews this option 
and the literature pertaining to it In the context of the higher man- 
datory retirement age. Patton. Kell, and Zelan note, however, 
t^iat this movement Is unlikely to affect the guantitles of available 
j^ademic positions, but would permit only a few Important re- 
rllacements (1977). 

! Changing careers without campus-based retraining has al- 
^|/ays been available to faculty, but only recently have observers 
begun to examine this option and the group of academics choos- 
mg it. Individual:, may use their subjnct-area skills in a different 
setting in industry or government, or may use other, nonacademic 
skills (whether avocatlonat, such as carpentry or co.nputer work,' 
or oilier talents, such as organizational ability) in an entirely new 
field. 

An example of the use of subject-area skills outside the aca- 
demic community is the University City Science Center in Phila- 
delphia, which houses 63 young businesses that started within ^ 
academic disciplines. Helyar (1981) describes the Center as a 
"halfway house for academicians trying to make it In the busi- 
ness world." It provides low-cost adrriinislrative support and a 
college-community environment for a variety of industries, among 
them cell-cloning for refined antibody production, nuclear acci- 
dent management (planning and recovery services), cancer detec- 
tion research, and commercial data processing, The center has 
seen few failures in recent years and is felt to have even^^eater 
demand and potential than now realired. 



At lonst twt'> rncon! rrojt-cts hflvo fncuROd on the indivirlunls 
who ii'nvo .icndnmo in mid-lifn. C\ini\ M, Lovott hns uncjnrtaknn n 
'limiitvi of fnrmo' r^onKv fnciiUv who airoady hnvn lurnntJ ' 

to ficn,v;M,'i<»min c:u»'*vn Thn f^asons for ihofio cnr^nr 

rhnn(?nr» .'Uf* fnmiliar Inrk of raroor nidhilily in .iculnmo. inconnp 
pfosinn (-r joh thrr»atr«. onci fruslrntton with vnrious asp'^ctr. of nr;v 
d«'ni.r liff- Mo?'t mrj.ird move as pprftiannnt. l>ul hav<» stayed 
in c.'invrr. c^nr^r to thptr acndomic r.poci^illiprv Hownvnr. Quitn 
aslrjf from thn mfnthanics nf the.chanqps thr»v mndn arc -nmr 
if>tj'r"stn»(j in't'ijfits into Ihr' psychoiogical asponf' ot surh a 
major cnrcpr dpcir»if^n. Many folt that thn coMrqo coinmunitv nt 
f"fpf1 tiiilf suppo-l for thoir clpcisionrv and somp foil oi.trioht hnr. 
til»ty and :.ius.picion withm thpir ifist'tutions nnd familios, among 
rnrpor coun«i':'lorn, and pvpn among jnb intorviowors The sludy'n 
findingr, r.uggt'st that academe can ho an ir.olaiod and isolating 
Cirtvr pnvifonmpnl Lovptt anticipators that fiirthpr rnr.iilts will bp 
forlf-.comlng (19^1) 

Dnvtd Patmor at the Umvprsily of Connpclicul survcvpd faculty 
in rpr»»''irnh ami doctnral inrl^tutions. comprnhonr.ivn collnqps. 
nnd llpp^'^l arlr, collpgrs ^jrwi). Hp found that a numbnr of char 
actprmtiCR U;'*.tincnJ"r.h(:d thr. group who both folt they would bo 
s.Ui'if"^(l vM'h lif*^ outsidn arad'.TDp .ind rfcontly had s»Mio»jrilv 
r.'»n«.((|prpd I»Mvi:tg ar.ul'-'nip: th^y t'"'n^l»M) to b<' youngpr {a^pr; 
,^^^«ltv di{j Ipnr. rpn.iarrh. Ur\f\ as.''nL;iati^ [irnfpssnr rank, anil 
vvni_(iil not tf''' !'..ir)V' work p':',Pwh<>'r? if thn»f ourrrnt jchr. 
Wfro !«^'-"pri'fl'/«\^ M<yf' '.'ornprphnrv'iVP rf'Sllltn .kp fo^hro.nitiq <n 
lh»,' JK^-;rn.i^ ft'.^hnr f *1[H'nt:r>r* (P.ilrnpr Patton. m prn ;-,! 

A pro(.]ri«m nv^ntinnofj parlt»T. iht> Cnrnpr D',:vPl<"»pmpn{ Pro 
ij'am -It Lov'Ha Univfr'uty of Chi<*an,o. span? all t^rno of th»? maior 
fa'-ulty option cnf^qorir"*. outlined here. It oxtPndr> evnn beyond 
tanu'tv tn incfiido spounn*}, admtnir>tratorr,. and slaff — in offpct.; 
thp entifp a»'..''!':'mtc community. The pmgram initially wan fundod 
bv tho Fund frir Jhn Improvnmpnt of Postspcondnrv ^duration \ 
but fj^'idU'itlv han movpd toward full in.stituliooal ,(^Jnding 

Wr, aim I**, to provifJp opportunilips for nipmbpr? of thp univer 
sity commimity to anr.ens thpir careers and earner directions, but \ 
It cnntain-j a variety of other notable ninments VVorkshopr* in 5nt \ 
ting goals lo intngratp per'^onal and professional growth, tn nor 
':(mal ^nancitU managempnt. and in time managpment havp been 
hf'Id A nrviith managpmpnt workshop ir> upcoming. For a time. 
Lovo'n cc?<.rciinatpn pffnrls lo get faculty new pmplnymenl in 
incluntry MC't of these faculty wi?re in thpir 30's. and many wprp 
tpnur»'d Intorpstinrily, of !hP t«l individuals "outplaced" In two 
yf'ars. about half clncicfed to rptiirn to acndemp after the industr/ 
pxperi'^nc'^ Now the iinivprnity put? job-speking responsibilfty on 
the faculW mombers thennsplvPS. but doe? make contacts and 
alert the businpsn community tc its program (NaftJrger 1981) 

Tho program nffrce is off cnmpus, providing an environment 
of relative neutrality but ret<Ti'ilrig the institutional link. Rnbort 
Barry, the program director, stresses the family orientation of tne 
program and its emphasis on enriching academic family relation- 
ships /»nd hPlping to resolve conflicts in expectations 0981) 

A fuiiher resource 

The programs outlined here are just a sampling of the efforts of 
fjroups and individuals to adjust to the realities of the changing 
a.:ademic carper The Amprican Association for Higher Education 
currently operates a program eetitled Academic Careers Unlimit- 
ed, vvtiich provides in formation abnut some of fhese and man-/ 
otf^or programs to individuals and institutions. One result of 
AAHE's effods is a "catalog" of programs in cnllege and uni- 
versities (Baldwin et n/., 1981). Four basic categories of projects 
are listed: career planning; respociali^ation or retraining; experi- 
mental (internships and evchangns): and muHidimens.ional or 
comprehensive. Special categories are devoted Ic transition to 
nnnacademic careers and to formal initiatives in community 
coll»'gps. I A revised version of this catalog is scheduled for pub- 
lication in fall r,l 1981 ) 



A A HE hopes to expand Its efforts to include a clearlnghou?;e 
for information and referral on academic ca'oer issues The Asso- 
ciai'-on also plans to sponsor confprpnre'*' on issups such as oro- 
fesslonal growth opportiinities for aoadpmics in IPm nnnacailoni'c 
stMMnr and c •'"OPr transinon S"r\tri>r fo- rolipcjp f.iruMy. Ijkewivc. 
't pi. ins to convene a roundtal^'*' o' »vo*p!;sninal a:.soclation if}\i- 
rpsentatives to di:u:uss thv crrer devplopment mierpsts and 
problpms of academirs m va-ious <iiscipMnary fteld:?. Alru:> pro- 
pi"ii;ed IS a ;^elf:a.«;f;e«^sfiipnt gmr!'' !o hptp coUnoes ancl univprsi- 
lie*: to evafualp thn carpp.' dPV'»»ti-iernent opportunitips available to 
{fipif (dCullN. Thp proit'cfr. il»r"CfOf. Rocier Baldwin. pmphasi^TPS 
th(} nppd fnr highpr education to think ot institutions as work- 
places and to recognire more fully that facultv are valuable 
resnuice people, skillful of ton tvvond their areas of academic 
specialization (1981). 

Conclusion 

It Is clear that changes are imminpnt. if not already apparent, in 
the character of academic careers In the United Stales. Shulman 
finds a "gloom" in the academic profession due to dlssonanr,e 
t.^etween career expectations and actual career paths (1979). 
Baldwin pf a/ charactpn/p faculty as "the demoralized profes- 
sion" (19.S1. p, 1) Reduced funding and unpredictable onrollmoet 
havf beonme immediate realities in the last few years. Hov/ever. 
it as-ipf 'rr. that faiajlty and institutions actin(|^on behalf of-their 
facultv are uning innnvativp >t*. woII as traditinnal ways to hpip 
}hneis"lves thrniigh Ihe cur:pnt re;rp"':hmpnt (period and process 
Whether they choose to remain in the academic community in 
past roles or newly adapted ones, turn to temporary or supple- 
mental employment on or off campus to enhance or just make 
possible an academic career, or leave higher education entirely 
for new careers or early retirement, faculty are adjusting their 
sights to the oew college and university environment. A number 
of programs suppod the idpa that faculty do want to find ways to 
change careers, bnth vjlthin and outside academe. 

Despite the good stad made by these faculty members and 
Itu'tr institutions, however, there is a need for counseling, career 
exploration, and retraining npport unities that are broader based, 
both geographically and In occupational scope. Colleges and 
universi'ies. as well as individuals, need to respond creatively— 
and (lulckly— to a ver/ difficult academic employment situation. 
Expansion of existing programs to new groups within higher edu- 
catinn would serve to open up these opportunities. Even more ef« 
fnntlve might be development of rngional or national networks, 
fostered by existing interinstilutional or professional ties, that 
would increase the options available to individual faculty mem- 
bers whose choices otheavise would be relatively limited. If a role 
of higher education is. to expaed horizons, this is an important 
occasion to do so for faculty, its most vita! human resource. 
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